
T
he Government of Ontario has implemented a
wait time strategy to reduce patient wait times in
five areas of care: selected cardiac procedures,

cancer surgery, cataract surgery, total hip and knee joint
replacement, and MRI/CT scans. Wait times are a
pressing public issue. With that in mind, the Wait Time
Information System (WTIS) was developed to enable
the collection and reporting of accurate and timely data
around when services are ordered and subsequently
performed. Implemented concurrently with the WTIS
is the provincial Enterprise Master Patient Index
(EMPI), a provincial client registry that links and
matches patient demographic information. It is the
largest client registry in Canada, housing more than 50
million records, and will serve as a client registry for
many other related systems as Ontario moves forward
with its electronic health record (EHR).

The implementation of the EMPI, carried out over an
eighteen month timeframe, involved 80 Ontario
hospitals. Ontario's Ministry of Health and Long-Term
Care contracted Cancer Care Ontario (CCO) to manage
the WTIS-EMPI project, and CCO chose , one
of Canada's largest business-solutions providers, to
deliver vital project support.

“Two years ago, surgeons kept their own patient wait
list in their office on paper. Hospitals had no idea who
was waiting for services,” said Sarah Kramer, Chief
Information Officer and Vice President, Cancer Care
Ontario. “With the WTIS and EMPI, the potential
improvements in care are tremendous but so are the
challenges. Working as part of the provincial team,

provided valuable hands-on support to hospital
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staff on a daily basis, which significantly contributed
to the overall success of the EMPI implementation.”

Our scope involved testing of each hospital's
business processes in main areas of patient
registration: inpatients, outpatients, and hospital
protocol. There was also merge testing in both single
and multi-site facilities. Testing involved three stages:
conformance, verification, and production.
Conformance focused on the testing of three types
of HL7 messaging (A28, A30, A31) in predefined
test scripts provided to the hospital. This stage had to
be successfully completed without error before the
hospital could move onto the next testing phase:
verification. Verification involved the testing of live
patient data sent directly from the hospital into the
EMPI. Verification also had to be completed without
error in order to move on to
the final stage: production.
Each testing period lasted
th ree weeks, w i th no
extensions.

's work on the WTIS-
EMPI project started with
Phase I, where helped
successfully implement six
hospitals into the EMPI.
Phase II followed with the
successful implementation of
47 more hospitals. This led
into Phase III with another
27 hospitals successfully
implemented. The successful
implementation of these
hospitals required challenging timelines that some
said were impossible to meet. This required a team of
highly focused resources who could assist in
guaranteeing hospital project success. 's team
of EMPI Coordinators was established to meet this
need.

“In a project where time was of the essence, clear
understanding and relationship between team
members was essential,” explains Alicia Corey, an
EMPI Coordinator who managed multiple hospital
sites during all three phases of the project. “Hospitals
and the project team were working in an environment
which required great adaptability and openness for
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change. The EMPI Coordinators developed strong
relationships with the hospitals’ staff and that human
contact gave hospitals a sense of ease in the midst of
handling challenges.”

Working within demanding parameters,
worked with the rest of the provincial team using a
'one-team' approach to project management that
assumes ownership of all problems and ensures they
are either chased down and resolved or escalated
appropriately. In addition, the phased implementation
strategy, described earlier, enabled simultaneous
integration of multiple hospital systems into the
EMPI in conjunction with WTIS activities.

Integral to the project was 's team of EMPI
Coordinators, who essentially supported the

provincial project team to
hospitals to ensure successful
testing and EMPI integration.
Acting as a hospital facing
resource for all EMPI project
questions and concerns,
t h e E M P I r e s o u r c e s
communicated daily with the
hospitals to assist in testing,
t r ack ing prog res s, and
overcoming cha l l enges.
Working with hospital project
m a n a g e r s a n d t e s t i n g
resources, and handling a
range of responsibilities from
data extract coordination to
issue resolution, they served as
the human interface between

healthcare processes and technology, helping to
maintain open and regular dialogue and a continued
focus on the task at hand. In a project that involved
tight, timelines and high expectations for deliverables,
this kind of personal support to hospital’s success was
key.

“With the daily follow-up and constant tracking and
planning of site progress—hospitals were very well
supported in meeting their goals in such a short
period of time,” says Corey. “These were, in some
respects, challenging timelines, and a clear
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“With the daily follow-up
and constant tracking and
planning of site
progress—hospitals were
very well supported in
meeting their goals in
such a short period of
time.”

Alicia Corey
EMPI Coordinator, xwave



multiple stakeholders have achieved ambitious goals
under daunting timelines, all while adapting to often
unforeseen challenges, from differing hospital
information systems and interface vendors to varying
sizes of facility and limited availability of resources.

“This project, once again, proved that understanding
of human qualities and working with people on a very
personal level are the most critical success factors in
bringing any endeavor to a success,” says Olga Benko,
EMPI Coordinator, xwave.

Healthcare is one of the largest and longest-
serving healthcare-consulting practices in Canada. In
addition to project managers, its 250 consultants
include physicians, nurses, technical architects and
business consultants; together they draw from 30
years of experience developing technology designed
to connect providers with patients and promote
efficiency and reform across the entire continuum of
care. Solutions and services range from eReferral and
Telehealth to strategic consulting and a Clinical
Management System (CMS) that is the only
application service provider (ASP) solution of its
kind to be funding-approved under Ontario's
Physician IT Program.
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understanding of the human factors involved was
fundamental to meeting them.”

The role played overall in the project could be
classified in four ways: enabler; innovator; problem
solver; and solution provider.

As an enabler, the organization established the high-
touch point necessary to effectively align project
goals with the hospital environment. Each
Coordinator was assigned between four and six
hospitals during each phase. To manage aggressive
schedules, hourly re-planning was common, with
creative problem-solving used to resolve demanding
issues. Coordinators contacted the sites many times
each day to monitor progress and provide assistance.

In conjunction with the provincial team, used
a one-team approach and a waved-delivery to bring
together an array of stakeholders—hospitals, the
provincial project team, and other vendors—to
enable the EMPI implementation.

brought to bear its experience as a problem-
solver throughout the project by using the provincial
project team escalation process to ensure immediate
action and resolution. Issues were doggedly tracked
to make certain that necessary tasks were moving
ahead as planned, in keeping with unchanged
deadlines and goals. To that end, the EMPI team
worked closely with the hospitals to better
understand their business and registration processes,
including the functionality of their ADT
(admit/discharge/transfer) systems.

As a solution provider, the EMPI coordinators drew
from provincial project best practices and well-
rounded capabilities that enabled a concerted focus
on the hospitals' success. The team conducted daily
status meetings during which existing processes were
revised and updated solutions provided.

Lessons learned from the previous phases were
brought forward to make the other phases smoother.
The hospitals also contributed feedback and
recommendations for more effective project delivery.

continues to support Cancer Care Ontario's
WTIS-EMPI project, with business and technical
analysts to provide hospitals with post-go-live
guidance. Through 'real-time' communication,
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“This project, once again,
proved that understanding
of human qualities and
working with people on a
very personal level are the
most critical success
factors in bringing any
endeavor to a success.”

Olga Benko,
EMPI Coordinator, xwave
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is one of Canada's largest healthcare-technology providers, with a dedicated practice that has served this sector
for more than 30 years.

provides healthcare-consulting services that leverage thought leadership and solutions for the entire
continuum of care. Our clients include:

government health ministries needing to enhance system access and accountability
hospitals and heath authorities seeking to improve integration and collaboration within their region and to
provincial systems
primary-care physicians who want to automate their practices and improve the wellness of patients
consumers looking to better manage personal health

Drawing from exceptional breadth and depth of expertise, we apply technology in ways that increase productivity
and promote reform across the sector.
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www.xwave.com/healthcare

is a business solutions provider with 1500 professionals in locations across North America. provides end-
to-end solutions from systems integration and software engineering, right through to infrastructure services and
product fulfillment.

is a division of Bell Aliant Regional Communications. Bell Aliant serves its customers throughout six Canadian
provinces with innovative information and communications technology (ICT) solutions, including telephony, wireless,
Internet, data, IT professional services, and value-added solutions. Bell Aliant's approximately 10,500 employees build
on its 100-plus year history by collaborating to deliver the highest quality of customer service, choice and convenience.

Visit our web site at
Call toll free:
Canada 1-877-449-9283
USA 1-800-566-9772

For more information:

“Working as part of the provincial team, xwave provided
valuable hands-on support to hospital staff on a daily
basis, which significantly contributed to the overall success
of the EMPI implementation.”

Sarah Kramer,

Chief Information Officer and

Vice President, Cancer Care Ontario


